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ABSTRACT

Leadership in VolunTourism

Heidi Jolivette Satre

June 2013

Thesis

X

Leadership Application Project

Non-thcsis (ML597) Project

This paper explores thc opportunities for leadership devclopmcnt in thc cvolving field of VolunTourism.
VolunTourism, a relatively new term within the tourism industry used to describe travelers paying to take
a

trip in which they spend their time volunteering, has been growing in populariry without any universally

established guidelines or a program model for leaders to follow. Currently, there is a lack of research

regarding the sustainability of projects and the impact of leadership sfyles on the success of
VolunTourism programs. This paper also explores the opportunities for leadership development within
the evolving field of VolunTourism, based on the experiences of participants and leaders. It

will

also

recolrlmend which leadership models, when applied, would create the most beneficial environment for all

of the participants involved in the program in order to increase the success and longevity of the program
and relationship.
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Introduction
This paper explores the successes, shortcomings and opportunities for leadership development in
the evolving field of VolunTourism. VolunTourism, a relatively new term developed within the last 12
years in the tourism industry (VolunTourism Resources, 2009), is defined as leisure travel paid for by the

traveler that incorporates "some component of volunteer work" (Fritz, 2013) into the itinerary. It has been
described by tourism agencies as combining "the best of travel and tourism
heritage sites, the natural environment, and rccreation

-

- with the opportunity

arts, culture, geography,

to serve and enhance the

destination - its people, places, and things" (Visit Idaho, 2013). Similar to religious-based mission trips or
educational Spring Break opportunities, VolunTourism programs involve coordination between the
participants, community recipients and leaders of the agency conducting the program. Currently, the

popularity of VolunTourism programs has increased

as the variety and amount of opportunities offered

havc grown (TravelScnsc,20l2). With this incrcased intcrest and participation, rnorc rescarch is needed
on the impact VolunTourism has on the communities it serves and participants involved in the programs.
Such rcscarch would provide a basis for increasing the sustainability of current programs and evaluating

which leadership styles and best practiccs contribute to program success. The focus of this paper will be
to determine which models of leadership are best suited to apply to the field of VolunTourism in which all
parties involved mutually benefit, therefore, increasing the likelihood of the program's sustainabiliry and
SUCCCSS

Survey of Literature
The first documented use of the word voluntourism (with a lower-case t) was in 1998 by the
Nevada Board of Tourism to describe the individuals who volunteered their time and talents to support

tourism within the state (VolunTourism Resources, 2009). Approximately two years later, it was reintroduced by the tourism communify as VolunTourism (with a capital v and t) and used to describe the
combination of tourism and voluntary service through travel vacations dubbed "VolunTours"

(VolunTourism Resources, 2009). Over the next decade, both national and international VolunTourism

oppoffunities "increased exponentially" and the trend "shows no signs of slowing down" (Fox,20l0).
Travel Industry America's Voice of the Traveler suvey results found that?4Vo of travelers were
interested in taking either a volunteer or service-based trip in 2007 and anticipated the interest would

grow in the furure (2007

- A Look Ahead, 2007). A joint

Nast Traveler in 2007 indicated that out

vacation and

55o/o

survey conducted by msnbc.com and Conde

of I ,600 respondents,20To had taken at least one volunteer

expressed interest in participating in a volunteer vacation (Lovitt, 2008). In addition to

individual participants, surveys conducted in 2008 by Orbitz, Travelociry and the Travel Industry
Association show the amount of groups who participate in VolunTourism programs has doubled since
2005 (Litch, 2008). Fox calls it "one of the hottest trends in travel right now" (2010).

Participants

There are three primary participants in the VolunTourism rclationship: the volunteer, the

community and the travel agent or organization. In this paper, the volunteer is defined as the "travel
consumcr" who pays to go on a vacation where they "give sornething back to society and thc
communities they visit as part of their travel experience" (Visit Idaho, 2013). The organization, or travel
agency, is being defined as cither a for-profit or non-profit company coordinating the logistics of and

selling the VolunTourism program to individual or group travel consumers (Clairvoyix.com, 2013). On
average, for-profit travel agents receive a l}oh to l5o/o commission from the hotels or lodging companies,

transportation companies and attractions for selling their services and amenities (Clairvoyix.com,20l3).
There are many different versions of the definition for community. However, for the purpose of this
paper, communify

will be defined as "people with common interests living in a particular area" (Merriam-

Webster.com, 2013). With three distinct participants represented in the VolunTourism relationship,

balancing the "interests, concerns, and expectations" of each with "skills, knowledge, and assets to
achieve mufually beneficial outcomes" (Mintz

& Hesser,

1996, p.35) can be a challenge for leaders

because "voluntouring is a highly personal experience, and everyone goes in with their own complicated
set of expectations, needs and desires" (Denver Post, 2012).
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Volunteers

Volunteers vary in age, financial status and capabilities. "The demographics of 'voluntourists'
vary widely: young, old, singles, families, and even honeymooners" (Litch, 2008). Habitat for Humanity,
an international agency with a mission to provide affordable housing, is popular with youth groups
because it provides opportunities for ages 14 and up to participate in designated programs (Grayson,

2012). Other VolunTourism opporrunities for youth and families include work on Native American

Indian reservations through the Global Citizens Network, environmental clean-up projects through the
American Hiking Sociefy and specific intemational education programs through Global Volunteers
(Grayson,2012). Volunteers also come from a broad spectrum of financial situations. If they do not
possess the personal financcs to afford a VolunTourist trip, there are opporlunities such as creating an on-

line fundraising page (often through the agency or organization coordinating the trip), hosting

a

fundraising event, and applying for scholarships or grants (Grout, 2009). Several travel providers, such

as

Orbitz, have discounts available to travclcrs who incorporate volunteer scrvicc in their trips (Colran,
2010). Some of thc cxpenses associated with VolunTourist trips are also tax-deductible (Grout, 2009).

Since volunteers have invested their own time and money to parlicipatc in VolunTourist trips,

they want to have input as to how the money is spent by organizations and many have "argued for greater
transparency in costs and for the benefits of the project to local communities" (Benson

& Henderson,

201l). Although the bargaining power of volunteers is relatively small, in general, the organizations
coordinating VolunTourism trips are rnore interested in social responsibility rather than "profit

maximization"

as their purpose

for offering these programs (Benson & Henderson, 201l). The variefy of

opporfunities available for assistance or fundraising contributes to the diversity of the financial
backgrounds of the volunteers. Regardless, though,

if it was paid for out of their own pocket or the funds

were raised for the trip, the organization's financial responsibility is important to the volunteers.
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In a sfudy done by Virgina Tech and Voluntourism.org, the following four motivational themes
emerged as reasons why volunteers choose to participate in a VolunTourist trip: cultural immersion

opporfunities, seeking camaraderie, giving back and education or personal growth (Cohan, 2010).
Volunteers motivated by cultural immersion are most interested in "learning about foreign countries and
people by working and living in (their) communities" (GlobeAware, 2010). Those volunteers seeking
camaraderie in VolunTourism experiences may be motivated by social interactions rather than altruism

(Allen, 2010). The motivation to give back to society and take responsibiliry has increased

as social

awareness has increascd and many volunteers participate in order to feel good about their individual

contribution to the world (Fox,20l0). Even if the volunteer's acts of goodwill have "no visible impact on
societl/," these "individual actions do have a profound effect on the individual himself or herself ' (Vela-

McConnell, 1999). The personal cffccts of volunteerism havc alsr: bcen studied and therc is evidcnce that
volunteering "increases self-confidence, combats depression, and helps promote physical health" (Saisan
et al., 201 I ), which can all be considered as motivation for those seeking personal growth and

development experiences. Education, the last rnotivating factor from the study, can either be to gain
educational experience for a resume or education regarding a particular social or political issue (Grout,
200e).

With

a diverse demographic of volunteer participants, personal expectations of the experience can

also vary greatly. The following expectations of program management commonly reoccur throughout the
research done on the factors which contribute to a successful experience: a suitable task assignment (to

skill level and physical capabilities), adequate training for task assigned, two-way communication,
recognition, and equal treatment (Lipp, 2009). Another expectation, in addition to the expectations of
program management, is that a "volunteer vacation is still a vacation, and many travelers will want to
relax and sightsee apart from contributing" (Fox,20l0). Despite the variety of expectations, many
volunteer participants tend to share similar personal characteristics such as they are "flexible, take
direction well and have both a sense of advenfure and humor" (TravelSense, 2012). A majority of

4

volunteer complaints "tend to revolve around mundane sruff: not having running water, or hot water, or
not liking the food" (Budd, 2012, p. 395).

Communities

The communities in which VolunTourism programs take place are motivated to participate in the

relationship in order to benefit or better some aspect of their communify. Some of the benefits for
participation have included "fresh approaches to solving problems, access to resources, and opportunities"
to participate and develop leadership skills (Council for the Advancement of Standards in Higher
Education ,2013). After his sixth VolunTourism trip, Ken Budd described two main benefits for the

community:

First, you get to know people frorn different cultures, and they get to knorv you. That benefits
everyonc: it smashes stereotypes and broadens our view of the world. And second, volunteers
provide free, enthusiastic, temporary labor of minor but necessary jobs (2012, p. 421).

A beneficial byproduct of VolunTourism programs is

a boost in the local economy as volunteers spend

money on food, necessities and entertainment (Copeland, 2007). An example is during the recovery
efforts in the Gulf Coast region after Hurricane Katrina's destruction, volunteers "helped kcep the local
economy afloat in the weeks and months after the storm" as they revived the region's "vital tourism

industry" (Copeland,2007) by patronizing local restaurants and businesses.
To receive the maximum benefit of VolunTourism programs, it is important communities are
involved in the development of a program and remain engaged in service and leadership throughout the
course of it (Philbrook, 2006; Wilson, 1976). Some of the expectations of communities include assigning
a local person as the project leader, equal contribution in labor hours, and an honest and open relationship

(Gran, 2013; Philbrook, 2006). In turn, the communities should expect the projects will meet their real
needs as determined by them (Howard, 2001) and they

opposed to servers and clients (Mintz

will be treated

as partners or colleagues, as

& Hesser, 1996, p. 36). This reciprocal relationship "eschews

the
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concept of service that is based on the idea that a more competent person comes to the aid of a less
competent person" (Council for the Advancement of Standards in Higher Education, 2013).

Some of the concerns about VolunTourism programs' effects on comlnunities include imposed

development ideas, non-reciprocal relationships, out-of-touch volunteers and the potential to hinder selfdevelopment (Christy J., 201 l; Hardy & Cull, 1973; Mintz & Hesser, 1996 Philbrook, 2006). According
to Philbrook, co-founder of Global Volunteers,

"A development strategy, which

is based upon outside

government agencies, religious organizations, or non-profits doing the job for or attempting to impose
solutions on local people, is doomed to failure" (2006). It is often an assumption that "other communities
need us to donate our time and appreciate the work we do, but that is not always the case" (Michelle,

2012).If the appropriate measures to learn about and attempt to understand the "historical, sociological,
cultural, economic, and political contexts of the needs or issues being addressed" (Council for the
Advancement of Standards in Higher Education, 2013) are not taken, then reciprocity suffers. Without
reciprocal relationships, "thcrc is a real risk of exploiting" thc cormnunity (Mintz &. Hcsser , 1996,

p

36).

The organizing of individual groups for effective social service and re form is a major problem in
that individuals who wish to be involved in volunteer work are often out of touch with the people
who have need for their services (Hardy & Cull, 1973).
For communities dealing with out-of-touch volunteers participating in VolunTourism programs, "often
monetary donation to an existing organization may be much more beneficial and wanted than

voluntourist" (Michelle,

Trav e I Agenc

i

es

a

a

20 I 2).

/Organizat i ons

Travel agencies or organizations selling VolunTourist trips are filling the need of "travelers who
are motivated to have more meaningful travel experiences, but who also value safety, comfort and other

leisure aspects of family vacation time" (Cohan, 2010). The result is creating, packaging and selling

VolunTourist trips "designed to connect tourists with the communities they visit" (Villano, 2009). The
attractiveness of pre-packaged VolunTourist trips to volunteers is the organizations that coordinate and
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sell them "make volunteering and other forms of participation and activism readily available and
convenient" (Vela-McConnell, 1 999).

Since VolunTourism trips include components of both volunteer activity and travel, volunteers
have a diverse list of expectations for the travel agencies or organizations that coordinate these programs.
Some of the expectations of travel agencies include accurate promotional information, confidentiality,

communication, hospitality and financial responsibility (Clemmons, 2008; Council for the Advancement

of Standards in Higher Education ,2073; Dalton, 2008). Consumers expect integrity out of the
organization that is connecting them to a volunteer experience and want to trust that their program's
descriptive information is "free of deception" (Council for the Advancement of Standards in Higher

Education,20l3). They also expect the company will protect personal data and not cxploit them or
members of the communitics they work in (Council for the Advancement of Standards in Higher

Education,2013). In addition to the travel agency or organization being trustworthy and honest, as with
any tourist trip, voluuteers also expect thcy

will bc trcatcd with

a high lcvcl of customcr service during

their cxpcriencc (Clcmmons, 2008). Finally, volunteers expect a majority of their program fee is going
toward the needs of the program instead of creating a signiflcant profit for the travel agency.

"Voluntourism isn't free

-

someone does have to pick up the costs of meals, housing and other expenses.

But in many cases, reputable organizations will do all they can to mitigate your financial costs" (Dalton,
2008).

There are several concerns that some travel agencies and organizations offering VolunTourism

trips have created unwanted projects in popular tourist destinations, have joined the travel fad without
taking the time to research and develop a sustainable project or are primarily focused on business motives
instead of community partnerships (Dalton 2008; Michelle, 2012). "Most voluntourist programs are noble
and altruistic, but as with any travel trend, plenty of opportunists have jumped on this bandwagon"

(Dalton, 2008). Whether or not travel agencies are organizing VolunTourism programs because it is

a

trend, some have chosen to offer their trips in "popular vacation destinations" which some volunteers

7

have found out the hard way can create "unwanted projects that leave the volunteers unsatisfied, as they

often rcalize what they are doing is not needed" because the travel agency chose the destination over the
true need of the communify (Michelle, 2012). Another concern is that "long-term project goals for the

community sometimes get lost in the noise of selling the program and telling potential volunteers how it

will help them instead of the local community" (Feedback from the Voluntourism lndustry, 2012).
Industry Diversity

There is some dissension within the industry on the definition and validity of VolunTourism. For
example, not all travel experts agree on the use of the term VolunTourism. Global Volunteers, a
Minnesota-based travel agency founded by husband and wife Bud Philbrook and Michele Gran, prefers to

label its trips as volunteer vacations instead of using the word VolunTourism (Philbrook, 2006). In a lettcr
to the editor, Philbrook dcscribcs the differencc between volunteer vacations and VolunTourism as non-

profit organizations engaged in "long-term, communiry-driven development projects" in which short-term
voluntccrs work full-tirne on thc projects vcrsus for-profit tour agcncics adding a voluntccr componcnt to
an already existing trip, which may "focus more on satisfoing the desires of the volunteer than assisting

local beneficiaries" (2006). In GeckoGo.com's Volunteer Travel Insight Survey conducted in 2009, the

following four different terms were used by organizations to define this industry niche: volunteer vacation
Oa%); VolunTourism(24o/o); volunteer travel (29%) and volunteer abroad(33%). "For those
organizations that did not identify with 'voluntourism' there seemed to be a complete rejection of the

term" (Lasso Communications, 2009). Some alternative write-in terms used by resistant organizations
participating in the survey included: humanitourism, international voluntary service and service learning
(Lasso Communications, 2009).

In addition to terminology preference used to describe VolunTourism programs, there are also

different focus areas of volunteer service within VolunTourism such as environmental stewardship,
disaster recovery, and social service projects which includes working with children, teaching and

I

construction projects, all of which contribute to the addition of another layer of complexity when
natrowing down the definition of VolunTourism (Copeland, 2007; Lovitt, 2008; The VolunTourist,
2009). Environmental stcwardship projects, sometimes referred to as ecotourism, have been created in
the United States by several different state tourism councils, including Idaho and North Dakota, to
increase visitors to their areas and work on preserving nafural habitats (North Dakota Legendary,2012;

Visit ldaho,2013). North Dakota's tourism division,

as

well

as

their Department of Commerce, partnered

together in 2012 to solicit VolunTourism project ideas from communities around the state to expand on
the opportunities available to tourists (North Dakota Legendary,2012).

On a national level, "VolunTourism may well become a strategic approach by which the U.S.

National Parks engage visitors in stewardship of these historic and national treasures" (The VolunTourist,
2009). In Minnesota, the Gunflint Trail Association organizes an annual restoration event titled the

Gunflint Green Up (Gunflint Trail Association, 2012). Originally

a responsc to the devastation caused

by

the Harn Lakc Wildfire in 2007, thc event becarnc so popular that now in addition to rc-planting thc
forest, voluntecrs have also begun working on clearing away undergrowth to irnprove the success

of

seedling growth (Gunflint Trail Association, 2012). VolunTourism programs report an increased amount

of inquiries frotn new participants, "particularly after a round of natural disasters and global events that
have inspired travelers to want to hclp out during their vacations" (Banjo,2010). According to Bruce
Beckham, Executive Director of Tourism Cares for America, since experiencing our own disaster in thc
attacks of September I 1, 2001, many Americans "have felt compelled to 'go beyond their vacation' by

volunteering" to assist others with their disaster recovery (Copeland, 2007). Grout also refers to this
desire to assist with disaster recovery as the "Katrina Effect" (2009), referencing the aid and organized

volunteer efforts to clean-up after many Americans in the Gulf Coast region experienced destruction by
Hurricane Katrina. Social service programs cover a broad range of services including addressing poverty
issues, education reform and refugee resettlement (Alternative Spring Break, 2013). These are just a few

of the examples of VolunTourism subcategories. New focus areas are being identified continuously.

I

Controversy

One of the subcategories of serice work within VolunTourism which has become a controversial

topic is working internationally with orphanages (Rosas, 2012). Some of thc criticism includes Western
involvement creating a "cultural oasis that is separate from the child's birth culture" (Rosas, 2012),
creating situations of constantly revolving relationships between volunteers and children as volunteers
come and go which can "develop long-term, problematic attachment patterns" (Rosas ,2012) and the lack

of accreditation of volunteers sent to work with an underage, vulnerable community (Birrell, 2010).
"What would we say if unchecked foreigners went into our children's homes to cuddle and care for the
kids? We would be shocked, so why should standards be lowered in the developing world?" (Birrell,,
2010). There is also skepticism that the communities involved in the volunteer project are using
orphanage volunteer opportunities to their advantage to attract foreign aid when in reality, it "supports

a

rnisguided industry aimed at collecting children from families to either make a profit or to provide them

with 'a bctter lifc', without thc undcrstanding that thc most irnportant thing a child necds is palental love"
(Rosas,2012).

Besides specific controversy suffounding an area of service , there are also criticisms about the
general concept of VolunTourism. Some say VolunTourism programs are "more about the self-fulfillment

of westerners than the needs of developing nations" (8irre11,2010). It has been said that "volunteering is
motivated by two main attitudes: altruism and self-interestedness" (Stebbins, 2009). Parlicipants have

identified multiple personal benefits such as culrural immersion, educational opporrunities, development
of new skills, creating friendships, interacting with locals & exploring places outside the normal vacation
destination as motivating factors in participating in a VolunTourism program (Cohan, 2010; GlobeAware,
2010; Saisan, Smith & Kemp, 2011). After his sixth VolunTour trip, author Ken Budd doubted his
contributions in the six countries he visited compared to the personal growth he experienced. "At every
stop on this journey, I've wondered

if I'm actually helping. A

common criticism of voluntourists is that

we benefit more than those we're supposed to help" (Budd, p. a2$. The increased popularity and growth

L0

of the VolunTourism industry has been compared to "the rapid growth of the aid industry: salving our
own conscience without fully examining the consequences for the people we seek to help" (Birrell,2010).
According to Chrisry J., it is up to the volunteer participants themselves to enter into the experience with
appropriate intentions in order to get the most out of it (201 1). Christy J. says:

You will not be able to give fully if you have self-interest as a priority. Keep in mind that the
place you would be going to is where real people with real needs and real emotions live. Your
services are going to impact not only their present, but possibly even their furure (201 I ).
Credentials

Sorre argue it is the responsibility of the tour agency or organization to create lasting, meaningful
partnerships with communities in order to enhance the effectiveness and sustainability of the industry

(Chrisfy J., 2011; Gran, 2013; Papi, 2012). Advice given to consumers choosing a VolunTourism
program includes doing research on the ethical legitirnacy of the project, the local involvcment, how
materials and skrlls are sourced, and the impact the project has on the local community (Christy J., 201l).
Sometimes finding this information can be difficult. "With so many volunteer opportunities and

organizations and no ranking system or review site like those that exist for hotels, tour operators or other
stakeholders in the travel sector, it can be extremely difficult to locate reputable programs" (HuffPost,
2012).

Papi suggests seeking out responsible VolunTourism providers by exploring the relationship
between the travel agency and the local community, with a focus on how organizations are selected by the

travel agency to discern whether projects are genuinely helpful to the community or just located in an
attractive destination to sell well (2012). Other potential mistakes tour agencies make which can affect
their credibiliry include giving items away to local communities and a lack of follow-up with existing
projects (Papi, 2012). Although travel agencies may give items away to the local communities they visit

with good intentions, it can "destroy local markets, create community jealousy and create a culture of
dependency" (Papi,2012).Instead, Papi suggests working through local power structures to give items
away so the giving is prioritized appropriately or filtered through existing programs in the communify
11
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(2012). "Making the overall impact of socially focused travel more positive will take a movement

of

travelers demanding responsible practices from their operators" (Papi, 20LZ).

The question of how to decipher which operators or organizations are providing the level

quality

a volunteer is

looking for brings up the topic of certification or the usc of

a set

of

of guidelines for

travel agencies or organizations providing VolunTourisrn opportunities. The purpose of certification or
instating a set of principles to adhere by could "ensure that communities' needs are being met, that
financial leakage is kept to a rninimum, that skills transfer is sustainable and that the rights of vulnerable
groups are protected" (Fair Trade in Tourism South Africa, 2013). One collaborative organization, the

International Volunteer Programs Association, has been developed with the goal of creating an industry
standard of best practices for organizations and travel agencies for the purpose of identifying program

integrity, encouraging appropriate behavior and developing

a

platform for which prospective volunteers

can measure programs before choosing which one to participate in (IVPA Principles and Practices,20l3)

Finding agrccrxent on the sarne sct of principles may bc challcnging not only bccausc of thc divcrsity of
the types of VolunTounst activities and projects but also due to the amount of organizations using

different terminology for sirnilar programs. "Without being able to define thc scope and extent of thc
market, it is difficult to determine the best approach for regulation and auditing" (Volunteer Tourism
Views, 201 3).

Popularity
Despite the criticism of VolunTourism programs, industry experts say there is a "market demand

for the experience" (Hartman,20l

l) and it is currently

in

a

"product life-cycle stage where it can

transition from a marginal offering to a mainstream travel market altemative," (Cohan,2010). The results

from a study by Johns Hopkins University's Center for Civil Society Studies show that "the value of
volunteer work in countries throughout the world is roughly double the value of contributions of cash or
other valuables hy individuals, corporations, and foundations put together,"

(Ilsen,20ll). With
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VolunTourism increasing in popularity, it is in everyone's best interest to have a better understanding of
the impacts of VolunTourism and also to "accept international volunteering and advance it in the context

of established best practices," (Hartman,20l I). Industry leaders can either choose to be "careful and
conscientious community organrzers and development professionals or wily business people," (Hartman,
201 I ). As one blogger put it, VolunTourism at its core is "not necessarily a bad thing," it's just such a

"relatively new concept that still has some kinks to work out" (Michelle, 2012).

Bene./its

Whether the popularity of VolunTourism has grown because of an increased social awareness
sense of social responsibility or simply because travelers are looking for an opportunity to fcel good by

serving others (Fox, 2010, p.32), the collective amount of current opportunities and projects around the

world have the powcr to make an irnpact on global issues. Individually, the programs benefit the
communiry and volunteers as progrcss is made on projects and volunteers become familiar with the
dcstination's culturc and are exposed to decpcr, global issucs.

Ultimately, voluntourism is not only soul-enriching but also one of the best ways of experiencing
a destination. By interacting with the locals, visitors can get a true insider's scoop on the area, and
a better sense of what else they should see and do there (Fox, 2010, p. 34).

Literature Summary

With the increase in popularity and relative newness of VolunTourism programs, additional
research is needed to identify what elements contribute to the success of a VolunTourism program in

which the needs of the community, volunteers and organizing agency are met and to discover which fypes

of leadership models are best suited to lead these programs. Currently, there is a lack of information
available regarding which leadership sfyle or qualities of a leader create the most successful and
sustainable VolunTourism programs and partnerships.

The most important thing to remember is that in order for it to be impactful, both for the
communities being helped and the volunteers, we must understand and successfully overcome the
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challenges at hand and develop more effective programs that
positive way possible (HuffPost, 2012).

will

serve humanity in the most

It is my hypothesis that in order for a program to be successful and sustainable, it must be mutually
beneficial for all of the participants involved. The leadership of VolunTourism programs can contribute to
the level of success of the program. Therefore, it is also important to explore the qualities of the leaders

of

successful VolunTourism programs and use these qualities or leadership sryles as models for leadership

development in the field of VolunTourism.

What is the benefit of exploring the leadership of VolunTourism programs? Hartmann says,
"international volunteerism grows and nurtures the development of a global civil society" (201 1). In other
words, creating a mufually beneficial VolunTourism program can create an environment of "peace and

justice" where there is "mutual international understanding and friendship" (Philbrook, p.2,2006).
Leaders of VolunTourism programs have the ability to create "opporfunities for ordinary people to share

meaningful experiences with ordinary people from across the globe" (Philbrook, p. 2,2006). Mintz &
Hcsscr describc a rnufually bencficial partnership as being collaborative, diversc and having rcciprocity
between its participants (1996, p. 34)

If leaders foster a mutually successful environment in which

collaboration, reciprocity and diversify are valued (Mintz & Hesser, 1996, p. 34), can VolunTourism
programs "build capacity for all involved" (Hartman,201 I )? In order to answer this question, research
should first be done on the factors which contribute to mutually successful programs. Based on the
expectations of each of the participants listed above
or travel agency

-

-

the volunteer, the community and the organization

there may be many complex and diverse answers to this question. Once this

information is gathered, analyzed and categorized into themes, then leadership qualities can be evaluated
to explore which are the most compatible for managing and developing VolunTourism programs. The
primary question that I will explore in this paper

is: What factors contribute to a mutually successful

VolunTourism program and how can this information be translated into leadership in order to maximize
the impact of and increase the success and sustainability of VolunTourism programs?
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Research Design

To explore which leadership models and best leadership practices might contribute to the success

of

a

VolunTourism program, a combination of exploratory research and personal interviews of persons

involved in various forms of VolunTourism will be used to identifu what factors emerge that would make
a program beneficial

leaders

for all of its participants. The personal interviews of program participants and

will be analyzed and after evaluating this information along with all of the current literature about

VolunTourism, recommendations of leadership models and ideal practices will be given.
Data Collection

To expand upon what I learned from the literature on VolunTourism that I have summarized
above, I designed an exploratory study to go into greater depth, based on the first-hand experiences

of

participants in this ncwly ernerging field. A sample of six individual reprcsentatives from the participant
groups were intervicwed. Personal interviews were uscd to collcct data in this cxploratory research

project. The reason personal interviews were the selected method for data collection is because it is
important to let the parlicipants use their own words and descriptions to uncover trends and areas of focus

for leadership since there is a lack of current research available regarding the recommended leadership of
VolunTouri sm programs.

The purpose of these interviews was to find out more information about the positive and negative
experiences of the participants and decipher

if there

are any trends in the experiences which can be

translated to leadership development of VolunTourism programs to contribute to the success of

a

mufually beneficial program. It is hoped that the combination of the literature review, these exploratory
and informational interviews, along with my own observations and experiences would provide me with a
sense of critical issues that are emerging in this new field.

My conclusion will then seek to identify further

possible research were I, or someone else, to pursue additional research on VolunTourism.

Data Logistics
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Five of the six individuals werc interviewed face-to*face to obtain more insight into their
experiences. Interviews were conducted over the interviewee's lunch hour or break period. Interviews

took place in a public restaurant or public business facility. Data was collected by the same interviewer

for consistency. lnterviews were recorded. The interviews all lasted approximately one hour. Participation
was voluntary and participants were informed of their rights not to answer a question. It was agreed
between the interviewer and interviewee that pseudonyms would be used in all references to the

interviewecs. However, due to the small sample size, interviewees were informed that complete
anonymify may not be possible. No monetary compensation was offered to interviewees in exchange for
their participation, however, the interviewer did offer to purchase a meal up to $20 in value for the
interviewees as compensation for meeting over their break period.

The fivc individuals interviewed were chosen becausc they all havc cxperience in either the
leadership of or participation in VolunTourist-type programs. The first interviewee, Ryan, works for an

intcrnational non-profit organization coordinating thcir youth voluntcer progralns in thc Minneapolis
metropolitan area. The second interviewee, Alaina, works for a for-profit medical device company with

a

non-profit foundation. Her responsibilities include coordinating and facilitating international medical
mission trips for the foundation. The third interviewee, Connie, works for a government agency with

a

focus on tourism. Thc fourth interviewee, Jane, participated in an international volunteer vacation to Haiti
where she worked at an orphanage and adult care center. The

fifth interviewee, Anne, has been on four

international volunteer vacations with two different organizations in the past decade. She has worked on
home builds in Guatemala twice, collected environmental information and assisted with loggerhead sea

turtles in Costa Rica and worked on a conservation project for cheetahs in Namibia.

The final individual, Michele Gran, invited the interviewer to an in-class lecture during Professor

Lapako's Communications Class, entitled "Encountering Cross-Cultural Misperceptions as a Volunteer,"
on March 7,2013. Since this lecture was conducted in an educational forum, anonymity was not
requested by the interviewee. Gran was selected for inclusion in this research because of her expertise in
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the field of VolunTourism as one of the co-founders of Global Volunteers, a non-profit travel agency in

Minnesota started in 1984 by her and her husband that coordinates international volunteer vacations.

Questions for the interviews were determined based upon analysis of the current trcnds and

criticisms in the field of VolunTourism as well as to use as exploratory research regarding the impact of
leadership on the success of a VolunTourism program as there is a lack of research available in this area
Question topics of the interviewee's experiences included: rnotivation for participation, program design,

relationships, and leadership qualities. A list of sample questions can be found in the Appendix. The
transcription and analysis of the recorded interviews were conducted by the interviewer.

Limitations

A lirnitation to the research conducted is the small sarnple size. This research can be categorized
as exploratory

with the rccorruncndation of more research needing to be done with

a larger and more

diverse sample size. It should also be noted inten,iews wcre conducted ovcr the span of sevcral months'

time and some follow-up questions were conducted electronically to supplement or add to initial
information collected.

Overview of' Res earc h Findings

After transcribing all of the recorded interview responses, themes began to emerge regarding the
contributing factors to a positive or negative VolunTourism experience. Several components that were
identified multiple times as contributing to the success of a VolunTourism experience included the
program design and execution, the depth of relationship between the travel agency and local communify
and the preferred leadership qualities. Each interviewee holds a slightly different perspective and has their

own set of expectations and interpretation of their experience or experiences. Cornbined, they represent

a

small sampling of the different participants involved in a VolunTourism program. A more in-depth
research study would be recommended in which the sampling size and variety of interviewees were both
greater to produce more comprehensive results.
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Research Findings

Program Design and Execulion

Communication

A consistent therne throughout the interviews was the impact communication had on a program.

If the communication was good between the organization, volunteer and community, interviewees
referred to the experience as being organized. If communication was poor between one or more of the
participants, the interviewees listed frustrations and suggestions for improvement.

Some of the frustrations cited by interviewees resulting from a lack of communication include:

rnaking sure planning and directions were clear to participants (Jane), consistency (Anne & Alaina) and
technology limitations (Alaina). What is ironic is none of the interviewees mentioned specific exarnples

of good communication, only poor communication. When asked about their experiences, though, four of
the six mentioned communication had a negative impact on their cxperience.

Logistics & Training

Interviewees emphasized the organization of logistics as being an important factor to contributing
to the success of their experience as well. Jane felt frustrated that the necessary tools were not available to
perform the tasks they had pre-determined to do. She stated she was frustrated because the purpose of her

trip was to assist the orphanage in constructing

a chicken coop and planting a garden and the necessary

tools to complete these tasks had either not yet arrived or were feared to have been stolen in transit, so
instead she did a minimal amount of work on these projects and instead spent her time interacting with the

individuals in the orphanage and care center. Anne participated in two VolunTourism trips with the same
organization and one she felt was very well organized and the other was not as logistically efficient. She

felt with the less organized trip that the organization was trying to get involved in too many different
projects that it could not effectively focus on one before moving to another. Since the less organized trip
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was her second trip with the same organization, she felt that a significant amount of time was wasted
compared to her previous experience.

In each of Anne, Jane, Alaina and Ryan's experiences, the bulk of their orientation and training
was conducted on-site during their VolunTourism program. Trainers included volunteer or hired local
leaders, organization leaders and hired professionals to teach skill-based tasks. None of their experiences

included a comprehensive advance orientation. Ryan's organization does conduct optional educational
forums to discuss the broad social issue behind his organization's purpose so participants can learn more
about it before they volunteer, but does not provide an advance orientation or training class. Both Jane
and Anne attended brief informational and promotional presentations about the programs they

participated in prior to making the decision to sign-up.

Follow-up
Although it could be considered

a subcategory

of communication, intcrviewces were askcd

specifically about how follow-up was incorporated into their experience. The answers to this question
varied greatly in both design and philosophy. On one end of the spectrum, Ryan's organization has
designed a very comprehensive strategy in which they try to incorporate educational components about
the larger social issue they address by conducting mini workshops in classrooms with youth to raise
awareness, conducting program orientation with volunteers prior to each program, offering presentations

about the social issue on a global level during program lunch breaks and administering surveys to

previous volunteers to use as benchmarks on the success of their strategy. On the other end of the
spectrum, Jane said she wished there would have been a more structured follow-up or channel for her to
communicate her frustrations after her experience being a volunteer but there was no formal process in
place. She also said that besides seeing some of her fellow participants around the community, she has not

maintained contact with the organization with whom she volunteered. In between these two extremes,
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several of the other interviewees stated their experiences with follow-up were satisfactory but that it was
an area they saw potential for improvement in.

Partnership

Expectations

When discussing the partnership between the organization, volunteer and community during the
interviews, all of the interviewees provided examples of what participants in the programs expect from
each other in order to contribute to the success of the relationship in which all participants benefit. During

her home build project, Anne credited some of the success of the program to the fact that communiry
members who wanted to be considered for a home were required to work a certain number of hours for
the non-profit organization first, which led to their support of thc non-profit organization and thcir own
personal investrnent in changing their cornmunity. Similarly, Ryan's organization requircs community
membcrs rvherc projects arc bcing facilitated to contributc 300-500 "swcat equity hours." He says onc

of

the best things to come out of this requirement is the relationships that form between volunteers and

community members as they work side-by-side doing physical labor. For thc global medical missions that

Alaina helps coordinate, there are many expectations of the host comrnunity in order to make an event
successful. For starters, the community is expected to do any preliminary work such as obtaining

documentation from governing agencies, arranging the logistics for the event such as securing a location,

providing 30-40 volunteers for day-of services and following up with the organization on an on-going
basis after the event to ensure their needs are being met. In turn, the organization makes a commitment to
come back on an annual basis to the community as part of the follow-up process and make any
adjustments to their medical devices, provide another year's worth of batteries and continue to work with
the communiry to educate on this particular medical condition.

I.{ot all of the expectations brought up by interviewees were as specific as Alaina's. Gran said the
most important expectation is for each participant involved in a program is to be open and honest about
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the relationship. Which, she expanded on, could be difficult for some cuhures as it means community
members, volunteers and organizations need to speak up for themselves when they feel the relationship is
no longer fitting their specific needs, and in some culturcs this could be taken as an insult. Jane was more

practical and her biggest expectation was to have the necessary tools available for the project. Finally,
Connie thought the key to having a mutually beneficial program for the travel agency, organization and
volunteer was to make sure it was "authentic" and align all expectations with this strategy.

Impact on Participants

Their experiences with VolunTourism each had a slightly different impact on the interviewees.
Ryan said the impact he sees on the youth volunteers he organizes is its abiliry to change their perspective
on thc social issue the project focuses on and he sees how it can become an eye-opening experience for
the volunteers that they wouldn't havc had otherwise. Hc also went on to say the tirning of the experience
can have a significant impact in their lives, since most are adolescents, and he recognizes

it has the

potcntial to shapc how thcy view this issuc going forward. For hiur personally, thc impact it has on hirn

as

an organizer is it gives him hopc for a better future when he sees so many youth get involved in a social
issue. For Jane, she saw how her service benefitted others on a personal level and stated that the

experience had an impact on her as well because it got her out of her comfrrrt zone and made her more
aware of the plight of a different community. From her four experiences, the lasting impression for Anne

is one of gratefulness for the conveniences and amenities she feels many in the United States take for
granted.

Every day we were out among the people, seeing how they live and it really had an impact on
how nice we have it. The lasting impression that I take is we should be so grateful to live in the
country we live with our sanitation, health care and even the poorest people here are richer than
some of the people I saw in other countries. What it did is it gave me a great appreciation for my
life. It really did (Anne, 2013).
Community Initiated
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One of components to a successful partnership that emerged in the interviews was two of the

organizational leaders interviewed stated that they have only solicited a few invitations from communities
to engage in VolunTourism programs. The majoriry of the communities they currently work with have
contacted the organrzatron and extended an invitation for them to bring volunteers in to work on a project.

For close to l5 years, Alaina's organization has travelled to over 100 countries on their medical mission
trips and only recently have they begun to work through partnerships, such as the Clinton Global

Initiative, to establish relationships with ncw countries to try to solicit invitations to work with them.
Otherwise, it has been through word of mouth, the internet and media attention that communities
throughout the world have heard about this organization and reached out to them for partnership
opportunities. Similarly, in close to 30 years, Gran said Global Volunteers has only solicited invitations
frorn Poland and Vietnam. The rest of thc 16 or so communitics they serve locally and intemationally
have all reached out to Global Volunteers for partnership.

Leudc rs h i p Quu

Iiti

c:;

Of all the topics addressed in the interviews, the question about which leadership qualities were
most important to the success of a VolunTourism program received the most diversiry in responses.

Interviewees listed many great leadership qualities, however, some of the qualities expressed by multiple
interviewees as being the most important to the success of a VolunTourism experience included: leaders
having a passion for what they are doing and being engaged in the process, being organized, having good
communication skrlls, being patient, and also being flexible. The reasons why passion was listed by the
interviewees as being a good quality is because they felt

a

passionate leader was able to engage and

connect with volunteers and community members and make them feel valued. The reasons why patience
and

flexibility were mentioned included working with cultural differences and the different participant

groups. Being organized and having good communication skills seemed to go hand-in-hand in the

interviewees' answers. Several of the interviewees equated being organized with having good
communication skills. Jane elaborated on her definition of good communication skills as being able to
22

"communicate at all skill levels. Not just with people who are bringing the funds in or helping organize
volunteers, but also being able to communicate with the locals in a compassionate, understanding way".

Certdication
When asked if they thought a professional certification in VolunTourism management was
important for travel agencie s or organizations to have, three out of the five interviewees did not believe

certification was needed. Jane did state that although she didn't believe certification necessary, it could be
beneficial for travel agencies or organizations to create their own information-sharing network to promote
best practices between organizations. The remaining two interviewees did not answer this question. The

sixth individual, Gran, was the only one who felt strongly that certification would be beneficial for the
organizations leading volunteer vacations, although shc also recognized it would be difficult to enforce.

I absolutely believe that the 'volunteer vacation' field needs a code of ethics and could benefit
from a certification process. But, I don't believe that will cver happen. There are too many hit and
run volunteer-type cfforts out there that. in my opinion, are exploitive of thc local people they
claim to serve (Gran,2013).
Summary of Research

After analyzing thc data collected from the interviews, several of the emerging themes which
supported the current literature included the ernphasis on the personal impact the experience had on

volunteers, the diversity within the program design of current VolunTourism opportunities offered and the
lack of an established set of best practices or guidelines and how this affects the success and sustainability

of

a program. Several new themes were also

identified such as cornmuniry involvement, program

initiation, orientation, and continuing education on the social issues supported by VolunTourism projects.
Out of the interviews, topics such as communication and follow-up, are broad enough that most
leadership models or training would address ways to improve these experience components. However,
some of the themes such as partnership and participant expectations, are more specific to the

VolunTourism experience and there are several leadership models and philosophies which I feel would
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address these areas best because they focus on the leader's own set of internal principles and ability to
express their compassion for participants through a focus on serving.

Research Assessment

Although only one of the interviewees felt strongly about it, after analyzing the research and
literarure about VolunTourism, I believe there should be some sort of professional cducational

certification or training program for leaders of VolunTourism programs. The reason I would recommend
a training program is becausc

VolunTourism is an emerging field with lots of subcategories and branches

of service and it has the ability to directly affect people's lives, whethcr they are volunteers or local
community members. Therefore, it should not be a field in which leaders are left without guidance as the
risk of them intentionally or unintentionally creating harm is high. A training program with a professional

cerlification designatiorr could be irnplemented to distinguish which prograrns are adhering to practices i1
which participants will benefit and not wony about exploitation or misuse of resources and people.
Scvcral leadership lnodcls and philosophics come to rnind when thinking of what typcs of educational or
training programs would be effective in aiding leaders with thc appropriate tools to lead mutuallybenefi cial VolunTourism programs.

Application to Leadership
U Theoryt

One of the leadership models I would recomrnend leaders use to create a mutually-beneficial

VolunTourism program that aligns with the research is the U-Theory developed by Betfy Sue Flowers,
Joseph Jaworski, C. Otto Scharmer and Peter Senge. This theory, outlined in their collaborative book,

Presence, states that

if leaders focus on three stages -

sensing, presencing and realizing

developing an idea, a natural solution or course of action

will

appear and the leaders

- as they are

will "see" the course

they should take (p. 87, 2004). The first stage, sensing, is described as observing the world around so
much that the observer lets go of all pre-existing knowledge and becomes one with the surrounding realify
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(Senge, p. 88, 2004). "The problem-solving mind-set can be adequate for technical problems. But it can
be woefully inadequate for complex human systems, where problems often arise from unquestioned
assumptions and deeply habitual ways of acting" (Senge, p. 5l ,2004). The second stage, presencing, is
described as "retreating and reflecting" to "allow inner knowledge to appear" (Senge, p. 88, 2004). It is

important to note, in order for this reflection to be complete, there is no time limit on this stage. The third
stage, realizing,

will occur naturally, once the inner knowledge of the presencing

stage as emerged

through us and usually leads to a course of action (Senge, p. 9l ,2004). When applied to the development

of

a VolunTourism program, community leadership and the leaders

of the organization or travel agency

should spend a significant atnount of time in dialogue with each other to understand each participant's
realiry and lcaders of travel agencies or organizations should immerse themselves into the community in
which they intend to work in order to dctcrmine the best courses of action and guidelines to rnake the

work of volunteers and the partnership between the parlicipants rnutually beneficial and successful.
"Learning to see begins when we stop projecting out habirual assumptions and start to see reality freshly"
(Senge, p. 41, 2004).

Once a sharcd vision and course of action is identified through the three-step process, and agreed
upon by both parlicipant groups, Ieaders can bring volunteers into the equation and incorporate them into
the program to provide the manpower behind the project and include them in the vision. "Only when
people begin to see from within the forces that shape their reality and to see their part in how those forces

might evolve does vision become powerful" (Senge, p. 132,2004).lf leaders use the three phases in the
U-Theory when developing, designing or improving their VolunTourism programs, I would anticipate the
results would include deepening their relationship with the community and creating an opportunity in

which all participants have

a positive experience through the thoughtfulness and natural

flow of the

leader's direction.

Chaos Theory
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Margaret Wheatley's Chaos Theory, as outlined in her book, Leadership and the IVew Science:

Discovering Order in a Chaotic World, would be another good model for leaders of VolunTourism
programs to use as a training tool to increase their understanding of cross-cultural work and their comfort

level with disorganization. According to Wheatley,

Dissipative strucfures demonstrate that disorder can be a source of new order, and that growth
appears from disequilibrium, not balance. The things we fear most in organizations - disruptions,
confusion, chaos - need not be interpreted as signs that we are about to be destroyed. Instead,
these conditions are necessary to awaken creativity (2006, p.21).
Based on the interuiewees' responses to the questions, many of them were frustrated with perceived

disorganization in their experience. If we apply Wheatley's Chaos Theory to the leadership training for

VolunTourism programs, there would be emphasis on embracing chaos and encouraging participants to
be comfortable with a cerlain level of disorganization

A specific exarnple of how Whcatley's Chaos Theory could be utilized is in regards to
VolunTourisnr programs focused on disaster recovery.

In a disaster, where quick response is demanded, formal organizations are incapacitated by the
very means they normally use to get things done - chains of command, designed leaders, policies,
procedurcs, plans, regulations, and laws. We can rely on human cornpassion, but we need to
develop the means for capacity of people that always emerges in a disaster (2006, p. 177).
She goes on to elaborate that "supporling initiatives where local people do the work sustains local

culfures, recreates community cohesion, and is accomplished at amazing speed" (Wheatley,2006, p. 178).
Since disaster recovery is one of the growing areas of VolunTourism, one can see how this theory could
be applied to teach volunteers and leaders how to work with chaotic situations in a way in which the
results are the most beneficial for everyone involved.

Servant - Leade rs h ip Mode

I

A model of leadership which I would recommend that leaders of VolunTourism programs
incorporate into their own personal leadership philosophy is Robert Greenleaf s Servant-Leadership
model. In it, Greenleaf states that "the natural servant, the person who is servant-first, is more likety to
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persevere and refine a particular hypothesis on what serves another's highest prioriry needs" (1977,p.

28). If leaders do not inherently have this nafural sense of service within themselves, it would be
important for them to learn ways in which they can incorporate it into their program design and therefore
include elements of it into a standard training program. "A particular set of skrlls needs to be learned to
enhance the environment for servant-leadership. These include communication skills and empathetic

listening, conflict-resolution, problem solving, consensus decision rnaking and community building"
(Bottum &. Lenz, 1998, p. l6a). Enhancing the environment of VolunTourisrn programs by incorporating
Servant-Leadership into the program design is one approach to use within the training program. Anothcr
approach would be to help leaders build their own capacity for modeling servant-leader behavior.

In Larry Spears' interpretation of Greenleaf s Servant-Leadership Theory, he identifies the
following ten characteristics

as being

critical to the devclopment of servant-leaders: listening, empathy,

healing, awareness, persuasion, conceptualization, foresight, stewardship, commitment to the growth of
people, and building cornmunity (Spears, 1996, p. 3-6). By focusing on thc devcloprnent of some of thesc
lcadership skills, leaders could move toward a personal philosophy of leading by scrving. It would also, in

rny opinion, makc them better prepared to effectively manage VolunTourism programs and participant
relationships because the focus would be on the best interests of others and it would be less likely for
them to inadvertently exploit or harm participants.

Communit-v-Based Research

B

est Practices

Although not necessarily a leadership model, there are many parallels befween the leadership of

a

VolunTourism program and Communiry-Based Research. I would recommend leaders of VolunTourism
programs utilize many of the best practices identified to create successful Community-Based Research
programs. Like Voluntourism, Community-Based Research is "collaborative" and engages three different

participating groups (faculty members, students, and community members) in projects "that address

a

communify-identified need" (Strand et a1.,2003, p.5). With this in mind, it is important that both
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Community-Based Research partnerships and VolunTourism program partnerships "think about and plan

for sustainability from (their) inception" (Developing and Sustaining Community-Based Participatory
Research Partnerships,20l3). The following ten principles to use whcn developing a Community-Based
Research partnership in order to ensure it is successful and mufually beneficial outlined are: share a

worldview; agree about goals/strategies, mufual trust & mutual respect, share power; communicate clearly

& listen carefully, empathize with

each other; remain flexible; meet the primary needs of each partner;

enhance organizational capacities and make sure each partner adopts shared, long-range social changc
perspectives (Strand et al., 2003, p.8-9). Another best practice Community-Based Research has defined

but VolunTourism has not yet is when it is appropriate to dissolve a partnership. Besides "natural
conclusions such as a completed projects or fulfilled purpose

-

some examples of when it is appropriate

to terminate a relationship include: dishonesty or abuse; violation of a partner's principles; and inadequatc
resources to supporl the partnership" (Dcveloping and Sustaining Community-Based Parlicipatory
Research Partnerships, 2013). Incorporating modified versions of these best practices into the
management of VolunTourism programs would give leaders a platfonn in which they could evaluate their

program design and execution as well as give them a point of reference when framing discussions about
how to maintain mutually-beneficial programs.

Servant Learner Model
The best-suited model, in my opinion, for leaders of a VolunTourism program to utilize is the
Servant Learner philosophy developed by Global Volunteers. This philosophy combines the ideals

of

Greenleaf with practical application best practices similar to those outlined in Community-Based
Research along with some of the elements of the U-Theory and Chaos Theory. It states that the "key to
the success" of their programs is for "volunteers to become 'servant' to the host communify" (Philhrook,
2006, p. 3). Although the word servant is in its title, it is intended to be a mutually beneficial approach to
partnerships between the volunteer participant, community and travel agency.

It is through the process of serving others that we exhibit the best of our humanify,
and the more we demonstrate our goodness, the more we are able to develop that part
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of ourselves. By serving others, we honor the human dignity of those we serve while
acknowledging our own dignity in the process (Philbrook, 2006, p. 3).

It also incorporates Wheatley's acceptance of chaos to create change and emphasizes the importance of
communities investing time and talent to the success of the outcome in its three required principles. The
three principles within the Servant Learner model include: the local community is in charge, so therefore
volunteers do what they are asked; the volunteer servant cannot solve the communify's problems and the

communify must provide an equal amount of volunteers to work alongside the prograrn participants.
These three basic principles have shaped the policies and programs in which Global Volunteers has been

successful in creating lasting relationships with communities throughout the world for the past 30 years.

When the local communiry is in charge, Philbrook finds volunteers make more of a "positive

contribution" to the project when they take on the role of a servant (Philbrook, 2006, p. 8). "As servants,
voluntcers agree to do whatevcr they arc asked to do within their limitations

-

within the paramcters of

their abiliry" (Philbrook, p. 8, 2006). The reference to being a servant learner is because Philbrook hopes
that in becoming like a servant and taking direction from the community on their programs, volunteers

will also become lcarners who through their service "open themselves to the new, hopefully to learn much
like a child learns, with a fresh perspective" (2006, p. 8).
In order for program development to be effective, Philbrook also cautions against volunteers or
organizations attempting to solve any communify's problems. He says it is extremely difficult for
outsiders who are not from the community to understand the complexify of the problems and reminds the
volunteers that the problems are not theirs

-

they are "the responsibiliry of the local people, and they can

and must solve their own problcms" (Philbrook, 2006, p. 9). This can sometimes be frustrating for

volunteers, especially those with a desire to volunteer because they have been "trained as problemsolvers" (Philbrook, 2006, p. 9). However, if volunteers and organizations or travel agencies can refrain
from imposing outside views on the community, leaders of the communify begin to realize their own
capacity.
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The last principle of the Servant Learner is that volunteers from the travel agency or organization

work alongside volunteers from the community in equal numbers. Philbrook explains the reasoning
behind this principle is to ensure that work is done on "community priorities" while also providing the
"occasion for the volunteers and the local people to learn from and about each other and to establish
meaningful friendships. In fact, it is in working togethcr

- toiling,

sweating, laughing and sharing

-

that

mutual understanding is rooted" (p. 10, 2006). Global Volunteers will not work on a project if the
community does not supply the appropriate amount of volunteers to cngage in the project. This
commitment from the community helps to create a relationship in which each parlicipant group is
invested in the outcome.

Two best practices are also outlined in the Servant Learner model. They are the emphasis on twoway communication betwccn the community and travel agency or organization and engaging thc

communiff by designating a local person to be the project leader in each communify. Communication

has

been mentioned several times throughout the research findings on successful VolunTourism programs. In

this case, the communication is required of both community mernbers and organizations supplying
volunteers. The community is expected to communicate "what needs to be done and how they (the
volunteers or organization) can be supportivc" (Philbrook, p. I 1, 2006). The organization is expected to
communicate the "skills and capabilities of the volunteers" to the communiry (Philbrook, p.

1

l, 2006). It

is then the community's responsibiliry, usually through the leadership of one of their own members, to
determine how to use the skills of the volunteers to accomplish the goals of their project. This is where
the local communify project leader is important.

It is their job to "furnish written requests and explain

how the tools, materials, or funding are directly related to the community projects on which the volunteers

will be engaged" (Philbrook, p.

11, 2006). The practice of two-way communication between the

organization and the community and the leadership of the community help to ensure the program remains

mutually beneficial to all involved.

Leadership Summary
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Each of the five models of leadershrp

- U-Theory,

Chaos Theory, Servant-Leadership,

Community-Based Research's guiding principles and Servant Learner

- focus on a unique component of

leadership. Senge's U-Theory focuses on leaders immersing themselves in a problem to discover the
answer. Wheatley's Chaos Theory puts definition to otherwise unexplainable chaotic situations and gives
leaders permission to be comfortable with chaos. Greenleaf s Servant-Leadership Theory focuses in on
the personality characteristics of leaders in order to enhance their relationships with others. Communiry
Based-Research provides a format for dialogue within partnerships as well as a template for leaders to use

during the program planning process. Finally, Philbrook's Servant Learner model focuses on the
community's role in the relationship and how leaders should focus on learning what will best serve the
community. Alone, any of these models could benefit the development of leaders of VolunTourism
programs. Howcver, combined, they form a comprchcnsive super-model that would provide the basis for
a well-rounded leader

with

a broad understanding

of themselves, the communify they serve and thc

factors contributing to the success or failure of their program.

If a standard training program was cstablished in which the Servant Learner philosophy was used
as a basis

for developing leaders of VolunTourism programs, and cornponents of the U-Theory, Chaos

Theory, and Servant-Leadership Theory were incorporated into the core beliefs of the training program,
as

well

as

it was structured similarly to the guiding principles of Community-Based Research, I believe it

would increase the amount of experiences in which the needs of all three participant groups
organization or travel agency, the volunteer and the communiry

-

-

the

would be met simultaneously and a

mutually beneficial partnership would be created. The reason I feel

a

training program would create more

sustainable and mutually beneficial programs is because I do not think the majority of travel agencies or

organizations are purposefully designing programs to exploit or harm communities, but rather those are
byproducts of good intentions without an educational basis. Many of the comments from the persons
interviewed pointed to the feeling of frustration and discouragement because expectations were not met
and communication could be improved.

"If

the voluntourism organizers don't truly understand the
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complexiry of making this sort of experience successful for everyone, it can be more harmful than good"

(Ellis, 2007). None of the interviewees felt that their experience was intended to be harmful, just perhaps
misguided or frustrating at times with areas of opporrunity for improvement. A standard training program
would provide the education needed to leaders of VolunTourism programs to give them the tools to
communicate effectively and give thern a basis for understanding and meeting the expectations and needs

of all program participants.

There are several logistics which would need to be worked out

if

a standard training program was

adopted by the industry. First, it would be important to develop a set of best practices, similar to those in

Community-Based Research programs, and ask participants to use them as their guiding principles in all
program devclopment, execution and follow-up. The agreed-upon best practices, based on the issues
identified through the research of this paper, would need to bc broad enough to address the different
cultural needs and expectations throughout the world since VolunTourism is not exclusive to any onc
gcographic area. Exarnplcs of somc of thc arcas in which bcst practices could bc cstablishcd u,,ould bc:
programs involving work with youth, recommended communication and follow-up practices for
organizations, criteria for partncrships, and accepted formats for review and evaluation of participant
expectations.

Second, to ensure adherence to best practices, it would also be beneficial to have a governing
board or council which would oversee and review the guiding principles and monitor organizations which
have completed the standard training program to make sure they are continuing to use them appropriately.

This may be similar to what the International Volunteer Programs Association is trying to accomplish,
however, to date they only have a handful of members and I would recorunend positioning this training
program as being a recognized industry standard.

Finally, there should be some sort of a communication tool (and possibly marketing campaign) to
communicate to consumers which organizations are compliant to these standards so they can make
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decisions about which programs to participate in and hopefully utilize those programs which are

practicing principles that create mufually beneficial programs. Given this information, volunteers

as

consumers would have the knowledge available to them to financially support responsible programs. This

information could also contribute to the reduction of unethical and irresponsible programs that give
VolunTourism

a bad name.

Conclusion

In conclusion, I would recommend additional research be done on the impact VolunTourism
programs havc on volunteers and communities and of those experiences, what fype of leadership sfyles or
models are being used by the organization that might affect the outcorne of the experience. Since

VolunTourism is an evolving field with many different areas of focus, I would be curious to know if the
challenges are the satne between the different subcategories. It would also be interesting to cxplore
there are any unique challenges for a specific geographic area.

if a standard training prograln \,'crc adopted

irr thc

All of this information would

if

be beneficial

ficld of VolunTourism. Thc desire to participatc in

VolunTourism programs is increasing and if VolunTourism programs can be strucfured in a way to use
short-term volunteers effectively and responsibly to produce long-term project success within
communities, the results could have a significant global impact on important social issues.
When it's well-organized and thoughtfully planned, the traveler can indeed use vacation time to
great advantage, helping the host country and gaining many personal benefits. Positive
experiences as a voluntourist can lead to more sustained servicc, either in return trips to the same
country or to more informed and deliberate forms of volunteering back home for internationals or
development causes (Ellis, 2007).
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APPENDIX
Leadership in VolunTourism
Sample Interview Questions

Topic: General Experience

1.

Can you describe your experience(s)?

2.

What do you tell others about your experience?

Topic: Motivation

l.

What do you think motivates participants to volunteer? / What was your motivation to
participate?

Topic: Organization i Prograrn Design

2.

If you could improve anything about thc program or expcrience, what would you

3.

What are some of the challenges or firrstrations you had with your experience?

4.

What was / is the follow-up for the program?

change?

Topic: Partnerships

1.

How do you

2.

How did you benefit from this experience? What was the lasting impression it left on you?

see the community benefitting from this partnership?

Topic: Leadership

l.

What qualities make a good leader of a VolunTourism program?

2.

Do you think there should be any guiding prinicples or certifications for leaders of VolunTourism
programs?

If

so, what should they be?
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LEADERSHIP I}J VO LUNTOURISM STUDY
You are invited to participate in a research study on VolunTourism. You were selected
a possible subject because you are involved in the

as

field of VolunTourism, a similar field to

VolunTourism or have participated in a volunteer vacation. Please read this form and ask
questions you may have before agreeing to participate in the study.

This study is being conducted by Heidi Jolivette Satre as part of the degree requirements
for obtaining a Masters Degree in Leadership at Augsburg College. My advisor is Garry Hesser.
PROCEDURES

If you agree to be in this study, I will ask you to participate in an interview.
is a one-hour, one-on-one interview with me.

If granted permission, I will

The interview

record an audiotape

of

the interview.

MOhIETARY COMPENSATION
Subjects

will receive no monetary compensation for participating in this study.

RISKS AND BEhIEFITS OF PARTICIPATING II{ THIS STUDY
The risks to participate in this interview are as follows: probing for personal or emotional

information. There are no direct benefits for participating in this study. The indirect benefits are:
improved VolunTourism management practices and a better understanding of the field of
VolunTourism and a free lunch of up to $20 in value.

CONFIDEI.JTIALITY
The records of this study

will

will be disseminated in a final paper

be kept confldential, unless required by law. The results
and presented to the faculty in the Master of Arts in

Leadership department at Augsburg College. The paper

will

be placed in the Lindell Library.

The results may also be published in a professional journal or at a local, regional, national, or
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international conference via a poster or oral presentation. I will use a pseudonym instead of your
name in all references in my paper, however,

I cannot guarantee anonymity because of the small

sample size of my study. In any publication or conference presentation, I may include

information that will make it possible to identifu you. Direct quotes may be used with your
permission. I

will

be transcribing the audio recordings. Transcriptions and audio recordings

be kept in a password protected electronic

them. The audio recordings
transcriptions

will

will

will

file and only my advisor and I will have access to

be erased immediately after they are transcribed and the

be destroyed within one year after our interview date.

VOLLII{TARY NATURE OF THE STUDY
Your decision about whcther or not to participate in this study will not affect your current
or future relations with Augsburg College or the researcher. If you decide to parlicipate, you are
free to skip questions in the interview or withdraw at any time without affecting those

relationships.

CONTACTS AND QUESTIONS
You may ask any questions you have now. If you have questions later, you may contact
me, Heidi Jolivette Satre, at 612-236-7297 or hsatre@augsburg.edu. You may also contact my
advisor, Garry Hesser, at 612-330-1664.If you have questions about your rights as a research
subject or want to discuss problems/complaints about the research study, send an email to
IRB@augsburg. edu.

You will be given a copy of this form to keep for your records.
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STATEMEhIT OF CONSENT

I have ready the above information or have had it read to me. I have received answers to
questions asked. I consent to participate in the study.
Subject Printed Name:
Subject Signature:

Date:

Investigator Printed Name:
Investi gator

Si

gnature

:

Date

:

I consent to be audio-taped
Subject Signature:

Date

I consent to allow use of my direct quotations.
Subject Signature:

Date:
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